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ATSC-TE-RD 

SUBJECT:   Decision  Making  Process  in  the  Chapel  Program 

1.  PROBLEM.  To  determine  the  best  decision  making  process  for  the 
development  of  the  chapel  program. 

2.  ASSUMPTIONS. 

a.  A  change  in  the  decision  making  process  in  the  planning  of 
the  chapel  program  will  increase  attendence. 

b.  A  change  in  the  decision  making  process  in  planning  the 
chapel  program  will  result  in  greater  involvement  from  participants. 

c.  A  change  in  the  decision  making  process  in  planning  the 
chapel  program  will  result  in  meeting  more-  of  the  participants  needs. 

3.  FACTS  BEARING  ON  THE  PROBLEM. 

a.  The  chapel  program  is  the  commanders  responsibility. 

b.  The  chaplain  is  the  commanders  advisor  in  matters  pertaining 
to  religion. 

c.  The  purpose  of  the  chapel  program  is  to  meet  the  religious 
needs  of  the  military  community. 

/,.  DISCUSSION. 

a.  Advantages  in  creating  a  chapel  council. 

(1)  Increased  interest  and  involvement  on  the  part  of 
participants. 

(2)  Program  will  meet  more  of  the  needs  of  participants. 

b.  Disadvantages  of  creating  chapel  council. 

(1)  It  will  take  more  time  to  design  program. 

(2)  Program  may  not  always  appear  as  polished  as  one 
designed  by  an  expert. 

c.  For  details,  see  Annex  A  (Discussion) 

5.  CONCLUSION.   A  chapel  council  should  be  formed  to  serve  as  an 
additional  advisor  to 'the  commander  in  matters  pertaining  to 
religion. 

6.  ACTION  RECOMMENDED.   That  a  chapel  council  be  formed. 
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Rodner/W.   Sprtler 
Chaplain   (MAJ),   USA 
Student,    C22   Class 
#33-7364 


ANNEXES:    A— Discussion 
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STYLES  OF  LEADERSHIP 
by  Rodney  W.  Spitler 


I.  Introduction 

People  must  be  led.   People  perform  best  under 
leaders  who  are  creative,  imaginative,  and 
aggressive — under  leaders  who  lead.^ 

The  above  quote  from  William  Lassey  simply  tells  us  some- 
thing we  already  knew  about  groups — they  need  leaders.  With- 
out leadership  a  group  could  hardly  be  called  a  group.   Lassey 
makes  another  point,  "The  type  of  leader  or  leadership  required 
depends  upon  the  situation."  '   If  we  accept  the  propositions 
that  groups  need  leadership  and  that  the  leadership  must  be  suited 
to  the  situation  then  we  are  free  to  say  that  both  authoritarian 
and  democratic  leadership  as  well  as  the  variables  between  these 
two  extremes  have  their  place.   The  situation  dictates  the  type 
of  leadership  demanded.   However,  as  a  general  rule,  Lassey  points 
out  that,  "Participative  leadership  is,  if  the  situation  permits, 
the  more  productive  style  ,"3 

This  paper  will  examine  basic  styles  of  leadership  in  an 
attempt  to  provide  information  upon  which  to  decide  the  best  form 
of  decision  making  process  for  the  chapel  program  on  a  military- 
installation.  My  assumptions  are  that  the  chapel  program 
should  meet  the  religious  needs  of  military  personnel  and  their 
families  and  that  it  is  desired  that  the  program  reach  as  many 
people  as  possible.   The  above  assumptions  arise  out  of  the 
fact  that  it  is  the  commander's  responsibility  to  provide  for  the 
religious  needs  of  the  persons  under  his  command. 
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There  are  three  basic  types  of  group  leadership:   (1)  autocratic, 
(2)  democratic,  and  (3)  laissez  faire.   The  autocratic  group  tends 
to  follow  the  dictates  of  the  leader.   There  is  considerable  tension 
in  such  groups  and  they  tend  to  have  little  inner  strength. 
The  democratic  group  tends  to  be  cooperative,  and  task  oriented. 
There  is  a  "we™  feeling  in  the  democratic  group.   The  Laissez 
faire  group  is  weak  and  usually  fails  to  accomplish  tasks.^ 

Behavioral  scientists  today  seem  to  be  heavily  in  favor  of 
democratic  group  process  as  the  best  means  of  gaining  production 
from  groups.   This  paper  will,  therefore,  present  more  arguments 
for  democratic  group  process  than  for  authoritarian  leadership. 
Another  assumption  I  am  making  is  that  a  change  in  style  of 
leadership  might  lead  to  more  participation  in  the  chapel  program. 
We  have  traditionally  operated  the  chapel  program  in  an 
authoritarian  manner.   I  believe  that  more  participation  could 
be  achieved  through  involving  participants  in  the  decision 
making  process. 

Lassey  supports  the  above  proposition  with  the  following 
observations: 

1.  Democratic  leadership  usually  results  in  a 
more  satisfying,  efficient  leadership  than 
laissez  faire. 

2.  A  democratic  climate  can  also  be  efficient. 

3.  An  autocratic  style  creats  hostility  and 
aggressiveness  among  its  members. 

4.  Discontent  which  does  not  appear  on  the 
surface  often  occurs  in  the  autocratic 
groups. 

5.  There  tends  to  be  more  dependency  and  less 
individuality  in  the  autocratic  as  compared  to 
the  democratic  group. 


6.  There  is  more  orientation  to  the  needs  of  the 
group  and  more  acceptance  of  each  other  in  the 
democratic  group.-5 

The  above  observations  are  based  on  research  in  the 
behavioral  sciences,  and  they  seem  to  indicate  that  change  is 
needed  in  the  approach  we  take  to  the  decision  making  process 
in  the  chapel  program. 

However,  I  think  we  must  be  cautious  in  selecting  a  less 

authoritarian  decision  making  process  in  the  chapel  for  the 

simple  reason  that  whatever  process  we  choose  must  operate 

within  the  authoritariam  system  of  the  military.  We  must  pay 

heed  to  a  warning  from  Lassey: 

To  attempt  a  completely  democratic  (shared) 
leadership  style  in  a  context  where  a  more 
authoritarian  style  is  the  norm  would  be  to    , 
invite  disharmony  and  eventual  ineffectiveness. 

Taking  into  account  that  the  more  democratic  organization 
creates  more  harmony  and  participation  as  well  as  the  fact  that 
whatever  decision  making  process  we  choose  for  the  chapel  must 
take  into  account  the  fact  that  it  must  operate  within  an 
authoritariam  system  where  the  chapel  program  is  the  commanders 
responsibility,  I  am  recommending  a  chapel  council  composed  of 
elected  chapel  participants,  operating  under  the  guidance  of 
the  chaplain,  which  will  make  recommendations  to  the  commander 
concerning  the  chapel  program. 

In  the  following  two  chapters,  I  will  discuss  what  various 
authors  have  said  about  the  advantages  of  authoritariam  and 
democratic  forms  of  group  organization  and  leadership. 
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II.  Autocracy 

According  to  Franklin  S.  Haiman,  authoritarianism  is  defined 

as  follows: 

Authoritarianism  is  a  social  Drocess  wherein  the 
making  of  decisions  for  a  social  unit  is  placed  in  the 
hands  of  one  man  who  is  presumed  to  know  better  than 
others  what  the  group  should  believe  and  do.^ 

Plato  is  generally  regarded  as  one  of  the  primary  spokesmen 
for  the  authoritariam  system.   It  was  his  idea  in  The  Republic 
that  the  leadership  of  government  should  be  reserved  for  the 
elite  or  the  philosopher-king.   Persons  should  be  trained  for 
the  role  of  leadership  from  their  youth  up. 

Other  exponents  of  authoritarianism  are  Machiavelli  who 
assumed  that  authoritarianism  is  the  natural  state  of  affairs 
and  Carlyle  who  assumed  that  the  aristocrat  has  a  right  to  rule. 

The  following  are  five  points  which  I  have  paraphrased 
from  Haiman: 

1.  It  is  a  fact  that  people  are  not  equal  in  abilities, 
while  they  may  have  equal  rights  and  each  man  has  one  vote,  it 
must  be  recognized  that  there  are  those  in  every  group  who  are 
superior  to  others  in  abilities.   Any  group  that  does  not 
recognize  the  difference  in  people  and  draw  on  the  ability  of 
its  outstanding  people  is  subject  to  limitations. 

2.  Democracy  is  limited  to  the  extent  that  groups  must 
rely  on  their  elected  officials  to  carry  out  their  general 
desires.   To  some  extent  every  group  contains  elements  of  an 
autocratic  system. 

3.  There  are  times  during  an  emergency  such  as  a  fire 


when  strong  leadership  is  needed  even  in  the  most  democratic 
group.  There  are  other  times  when  indecision  within  a  group 
calls  for  an  advocate  who  will  seek  to  persuade  the  group  to 
follow  his  thinking. 

4.  Any  group  has  a  problem  with  what  to  do  with  those 
individuals  who  will  not  conform  to  the  majority  opinion.   In 
the  authoritarism  group  there  is  usually  the  attempt  to  force 
the  person  into  conformity.  Democracy,  in  its  purest  form, 
allows  the  non-conformist  to  seperate  himself  from  the  group. 

5.  A  serious  limitation  of  the  democratic  system  is  the 
number  of  people  in  a  given  group.   The  number  is  so  large  at 
times  that  it  is  necessary  to  limit  democracy  to  some  extent 
because  it  is  simply  impossible  to  get  all  of  the  people 
concerned  into  one  place  for  discussion  and  decision. 

Beal,  Bohlen,  and  Raudabaugh  have  said: 

It  should  be  emphasized  that  for  all  purposes  the  group 
has  not  always  been  shown'  to  be  superior  to  the  individual, 
nor  has  the  democratic  grouo  always  been  shown  to  be 
superior  to  the  more  centrally  directed  type. 9 

One  significant  defect  in  the  autocratic  group  is  that  it 

is  not  nearly  as  productive  as  the  democratic  group.10  However, 

as  a  point  of  observation,  there  is  no  long  decision-making 

process  in  the  autocratic  group.  Decisions  are  made  by  the  one 

person  at  the  top.   It,  therefore,  takes  less  time  for  decisions 

and  actions  in  the  autocratic  group.   This,  of  course,  is  a 

significant  reason  why  organizations  whose  mission  is  to  deal 

with  emergencies  have  seldom  been  democratic. 
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III,  Democracy 

Beal,  Bohlen,  and  Raudabaugh  define  democracy  as  follows: 

It  is  the  voluntary  association  of  a  group  of  equals  organized 
into  an  entity  capable  of  action — and  recognized  as  such  by 
both  members  and  nonmembers.   Further,  it  is  a  social 
structure  within  which  members  partake  of  a  pattern  of 
interaction  based  on  the  premise  that  each  individual  has 
the  right  and  the  responsibility  to  contribute  to  its 
tasks. I 

Democracy  has  a  history  as  long  and  significant  as  autocracy. 

The  ancient  Greeks  and  Romans,  at  times  in  their  history,  practiced 

democracy.   John  LockTs  essays  discussed  democratic  principles. 

John  Stuart  Mills  also  talked  about  democracy.   Thomas  Jefferson, 

who  wrote  the  Declaration  of  Independence  was  also  a  strong 

p 
advocate  of  democracy. 

Haiman  lists  nine  characteristics  of  democracy: 

1.  The  only  circumstances  people  fully  understand  are  those 
they  have  themselves  experienced.   The  only  ideas  they  fully 
grasp  are  those  in  whose  formulation  they  have  participated. 

2.  Decisions  which  are  a  synthesis  of  a  group* s  own  efforts 
elicit  more  solid  and  enduring  support  than  the  edict  of 
one  man. 

3.  Democratic  leadership  enables  a  society  to  draw  upon 
all  of  the  human  resources  that  are  available  to  it. 

4.  Democratic  leadership  creates  strong,  responsible, 
self-reliant  individuals  who  cannot  so  easily  be  pushed 
around  by  the  first  tyrant  that  comes  along. 

5.  Democratic  leadership  builds  a  group  which  will  not 
fall  apart  if  something  hardens  to  the  leader. 

6.  Democratic  leadership  makes  for  higher  morale  in  a 
society  than  does  autocratic  leadership. 


7.  Those 
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subject  to  ever-changing  pressures  of  individual  differences, 

9.  The  method  of  making  social  decisions  is  as  important  as 
the  decisions  themselves,  inasmuch  as  means  are  inseperable 
from  ends. 3 

Since  World  War  II  the  group  dynamics  movement  in  the  United 
States  has  grown  rapidly.   The  psychologist,  Kurt  Lewin  was  one 
of  the  earily  leaders  of  the  movement.   Lewin* s  colleagues  and 
students  were  responsible  for  establishing  the  Research  Center  for 
Group  Dynamics  at  the  University  of  Michigan  and  the  National 
Training  Laboratory  in  Group  Development  in  Washington,  DC. 
Professor  Kenneth  Benne  of  the  University  of  Illinoise  is  the 
main  leader  in  the  National  Training  Laboratory. 

Dean  Ernest  Melby  of  New  York  University  School  of  Education 
pointed  out  that,  "In  our  best  leadership  practices  the  expert  is 
one  who  knows  how  to  release  the  creative  talents  of  those  with 
whom  he  works."   Through  the  influence  of  the  philosopher, 
John  Dewey,  this  idea  of  leadership  led  to  progressive  ideas  in 
education  and  opened  up  the  way  for  the  development  of  group 
discussion  and  pcroup  process  on  college  and  university  campuses, 
business  organizations,  social  work  organizations  and  adult  forums 
throughout  the  United  Stated.-* 

Professor  Kenneth  Benne  has  exoressed  the  philosophy  of  the 

National  Training  Laboratory  in  the  following  words: 

It  is  important  to  see  leadership  in  terms  of  functions 
to  be  performed  in  helping  groups  to  grow  and  operate 
productively,  not  in  terms  of  qualities  inherent  in  certain 
persons. 

Henry  M.  Busch,  a  professor  of  social  work,  wrote  that  in  the 

democratic  group  it  is  the  function  of  the  leader  to  make  the 
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group  less  dependent  upon  himself  and  more  reliant  upon  itself.' 

Research  indicates  that  participative  or  democratic  forms  of 

leadership  are  generally  more  effective  in  accomplishing  goals  and 

satisfying  the  emotional  and  human  needs  of  people  wi thing 

organizations.   Peal,  Bohlen,  and  Raudabaugh  make  the  following 

statement: 

Democratic  grouDS  have  greater  motivation  toward  work, 
more  member  satisfaction,  and  greater  productivity.   There 
is  less  discontent  among  members  and  less  evidence  of 
frustration  and  aggression. " 

It  is  further  pointed  out  by  Beal,  Bohlen,  and  Raudabaugh 
that  even  in  the  Military  it  has  been  demonstrated  that  discussion 

and  democratic  decision  making  have  led  to  more  favorable  attitudes 

70 
toward  the  decision  and  better  compliance  with  it.  ^ 
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IV.  Conclusion 

When  evaluating  the  decision  making  process  in  the  military- 
chapel  program  we  must  consider  first  that  the  commander  is 
responsible  for  the  program.  His  specific  responsibility  is  that 
of  meeting  the  religious  needs  of  the  military  community.   To  that 
end  commanders  are  provided  with  chaplains  to  advise  them  in  the 
area  of  religion.   These  provisions  of  AR  165-20  restrict  to 
some  extent  the  degree  of  democratic  decision  making  allowable 
within  the  chapel  program.   However,  they  do  not  preclude  the 
possibility  of  creating  ways  whereby  the  commander,  through  his 
chaplain,  can  better  assess  the  religious  needs  of  those  persons 
within  'lis  command.   It  is  my  opinion,  on  the  basis  of  the 
research  contained  in  this  paper,  that  the  commander  could  gain 
more  insight  into  religious  needs  through  the  creation  of  a 
parish  or  chapel  council  composed  of  chaoel  participants.   Such 
an  organization,  if  organized  along  democratic  lines,  would  serve 
to  give  the  commander  guidance  in  addition  to  that  of  his 
chaplain  as  he  seeks  to  design  a  chapel  program. 

Also  it  could  be  expected,  if  recent  research  and  expert 
opinion  is  correct,  that  a  chapel  council  would  increase  chapel 
attendance.   People  would  feel  that  the  program  is  "their" 
program.   They  would  be  involved.   The  program  would  meet  their 
needs  as  expressed  by  them.   It  follows  that  morale  in  general 
would  be  better. 

I,  therefore,  recommend  the  formation  of  a  chapel  council 
organized  as  a  democratic  group  to  serve  as  an  advisor  to  the 
commander  in  addition  to  the  chaplain. 
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